ABSTRACT This article provides an account of how one manager considered the alignment of an 7 organisational vision with an implementation strategy for creating an effective organisational 8 infrastructure. The discussion reported in the article provides a manager's view, a case, of how one 9 institution introduced online learning initiatives. Critical to this case is the development of suitable and 10 sustainable organisational processes that were in alignment with the organisational vision. This 11 discussion could aid managers of virtual learning environments in higher education institutions by (a) 12 modelling an approach to linking institutional vision and Laurillard's Conversational Framework as an 13 implementation strategy for e-learning and, (b) improving managers' understanding of the processes of 14 and necessity of strategic alignment. 15
Introduction

21
This article is structured in the following manner. First, a brief background of the context is 
26
Contextual Background
27
Over the past 40 years Singapore has become a regional leader through its investment-led 28 economic strategy where previously there was a reliance on the manufacturing and services 29 industries. Recently a new strategic agenda has emerged with an increased focus on the health, 30 education and creative industries. These strategies aim to increase Singapore's involvement and 31 participation in the burgeoning globalisation of knowledge.
32
Few would disagree that the globalisation of knowledge is driving change and transforming 33 world economies at an extraordinary rate. All industries and sectors are affected and educational 34 organisations are being challenged to think globally. Notably, information technology and communications industries have impacted on the distribution and access to information, and 36 economies like Singapore are increasingly active in this arena.
37
The realigning of the economy towards creating Singapore as the regional 'hub' for health, 38 education and the creative industries is also further evidence of the move towards globalisation. It 39 is likely that the focus will create many new economic benefits. In addition, it seems that 
47
The focus on building a regional 'hub' provides a vision for organisations to enter and 
53
The Institution
54
Located in Singapore, this particular creative arts institution (hereafter referred to as the 55 Institution) strategically aims to become the preferred regional provider of arts education.
56
Government funded, but privately owned, the not-for-profit Institution competes for students with 57 a range of other universities, polytechnics and private providers of arts education across Singapore 58 and the wider South-East Asian region.
59
The Vision
60
The vision of the Institution is closely aligned with the new national economic strategic agenda of 
79
Management Processes within the Institution
80
Consistent with a planning approach, as detailed by Mintzberg et al, the organisational culture is 81 strategically controlled, and formal planning includes the detailing of outcomes, objectives, and so 82 forth so that processes can be made explicit. Capital budgeting is embedded within the planning 83 process and section managers often provide bottom-up strategic planning and plans are assessed on a cost-benefit basis. The chief executive officer is responsible for all management processes and 85 maintains ultimate strategic decision-making and control. Typically, divisions, faculties and other 86 operational centres then accept responsibility for putting plans into action and for being 87 accountable to their performance.
88
While the Institution currently measures performance through strategic control as detailed by
89
Goold & Quinn (1990) , it is recognised that a broad understanding of strategic control is had IT IS
90
RECOGNISED THAT THERE IS A BROAD UNDERSTANDING OF STRATEGIC
91
CONTROL?. For example, the difference between planned and actual outcomes enables 92 questioning of the strategy itself. While planned strategies can and should be measured, there is 93 scope to include the emergent ideas. By measuring the overall performance of the Institution and 94 not just the performance of its planning there is scope for valuable strategic development.
95
The Institution recognises that strategic planning has a number of fallacies. Mintzberg et al
96
(1998) state that planning in this way assumes that an organisation is 'able to predict the course of 97 its environment, to control it, or simply to assume its stability 'Otherwise, it makes no sense to set and tidy numerical quantitative assessments on performance that are isolated to discrete business 104 units and initiatives, as they could discourage strategic thinking and disempower managers to see 105 the broader picture (Mintzberg, 1994) .
106
Mintzberg et al state that 'effective strategy making connects acting to thinking which in turn 107 connects implementation to formulation. We try things, and the ones that work gradually 108 converge into patterns that become strategies' (pp. 71-72). They suggest that systems can become 109 control tools rather than facilitating tools for thinking and learning organisation. For the Institution 110 to be truly creative, it requires managers to be ready to explore and create new perspectives and 111 undertake a broader understanding of the value of both planned and unexpected initiatives that 112 could and may result in better outcomes.
113
Challenges for E-Learning
114
In the area of e-learning, this is certainly true. The current strategic model could present some 115 pragmatic difficulties for meeting educational and business imperatives of the institution. This is 116 also a reality for many in the higher education sector and not unique or unexpected to the 
134
perceptions also need to be considered.
135
An assessment of the associated complementary stakeholders' benefits against the risk has led 136 to more realistic judgements about the potential or otherwise of e-learning at this institution. Framework will be discussed more fully later in this article. What now follows is an introduction to 145 developments in the area of e-learning that go in some part to provide background to this case.
146
Flexible Learning and Technology
147
There has been unprecedented growth in the area of e-learning (Bates, 1995; Taylor, 1995 It comes as no surprise, then, that pedagogy and the dominance of technology-led development 160 remain in many instances at a mismatch as the economic imperatives of being part of a global 161 economy influence the sector. Indeed, it should be noted that the field of e-learning generally has 162 seen an expansion and proliferation of research-focused investigations in order to understand and 163 inform web-based learning development (Beetham, 2005) .
164
This creates a problem for this institution, as everyone seems to be 'getting into' e-based 
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Contextualising Future Aspirations
180
The e-learning initiative is purposefully underpinned by the values that are stated by the Dearing
181
Report (1997). In compliance with an external stakeholder, this is essential for quality assurance.
182
The Institution accreditation body is a United Kingdom provider and compliance with UK policy 
185
• to inspire and enable individuals to develop their capabilities;
186
• to increase knowledge and understanding for their own sake;
• to serve the needs of a knowledge-based economy;
188
• to play a major role in shaping a democratic, civilised, inclusive society (Dearing, 1997, p. 72).
189
The challenge for the Institution will be in reconciling the high level of uncertainty with regard to 
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Activities Enactment and application Expanding knowledge
Create an Institution database of learning materials, learning objects and associated content Develop an institutional knowledge management policy Enable staff to add to existing ideas and construct new ones Provide access to national and international databases of arts resources Ensure access to funding for attending conferences and other related events Promote discipline-specific responsibility for developments and ideas in e-learning and ICT developments Expect and demonstrate excellence in teaching in all appointments Analyse market needs in relation to discipline areas to ensure cost-effective development and the potential for sharing of knowledge, as ICT content development is costly Content development needs to add to existing resources Ensure ICT developments are led by discipline demands and students' academic interests and demands, e.g. to be more flexible with regard to access The library to provide access to suitable journals and resources for discipline developments Respond to themes across the examiners' reports and student evaluations to provide new solutions to students' learning needs
Sharing knowledge
Create opportunities for the sharing of tacit knowledge of staff Develop a plan for determining deployment of staff and other resources such as teaching spaces Develop discipline-based staff development plans in response to ICT developments to ensure adequate skill for implementation Optimise cross-disciplinary foundation courses for more efficient block-teaching. Seek agreement across faculties and academic administration at the Institution for areas such as research methodology, English language support, etc. Encourage the selection and assessment of software by staff whereby standards mean development is interoperable Establish an Institution staff development programme for implementing ICT that is relevant to the various disciplines Develop Institution policy that ensures prerequisite qualifications and/or experience in ICT to ensure quality in design, implementation and teaching with ICT Establish Institution forums to share ideas amongst staff and new development in the research literature Establish multi-skilled community of practice development teams to learning and teaching using ICT SENSE?
Innovating
Agree limits of resources and funding at the Institution for innovation using ICT Establish learning and teaching committees to develop strategic business, analysis, costs and development plans at faculty and managerial levels Develop staff deployment policy using ICT alongside current Institution workload policies. Table I . Activities for an effective organisational structure at the Institution.
257
Complexity and Future
258
The complexity of any organisation cannot be grounded in one brief discussion; while this case has 259 pointed out that a planning approach to strategy may well be in place, it is the vision and values
260
enacted by the entrepreneurial leadership that perhaps contrast, complement and contextualise this 261 approach to e-learning developments. This is important for understanding how e-learning will be 
265
This climate calls for both entrepreneurial leadership and concrete planning strategies.
266
Conceptually this may seem impossible, as both are at the ends of a spectrum but nonetheless critical in the repositioning of the Institution on a number of levels. This is very much evident in the Institution's market positioning and the development of the e-279 learning initiative.
280
The danger, which Stacey (1992) points out, is that this places an enormous responsibility on 
